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R ~ Statement of the Probiem

- Evaluation is generaily believed to be dne diroctional fe., the |
'supervisorlleoder evaluates the employee.. This paper proposes to ekamino {i
evaluation from a different porspective-’ ie,,rtho'ompioyeo'svvieu and’ ﬂ
. evaluation of thc<?upervisor/1eader. _ The coplque's view of the super- '

visor/leader. can be nfluenced by the situation (Fiedler, 1973), the

. moturity‘?eroi of the employee (Hershey and Blanchard, 1573) the attitude
of the supervisor/\cader {Blake and Houton. 1964) and the supervisor/leader's
sty1e (Fiodler, 1967; As;our. 1973. and, Tannenbaum and Sch:ﬁﬂ;. 1973.)

. The problom of open and honost assessmont 0of the supervisor/leader
:;by the oup1oyeo can be approached from thé’stand point of improveuent within
. the srganization. For Likert (Rush 1969) tne addition of the good superh
visor/leader increases the gverall effectiveness of the organization whereas
tne addition of a poor. suporvisor/leader decreases the overali efﬂoctivoness
" of the orgdnization. The anploy!es who work for the supervisor/leader can
':direotly impact on the organization steffactivcness by fairly appraising the*'
supervisor/leader. Employee evaluation of the supervisor is a participotory
: approach to monageNEnt and systems organization. (Schreisheim and Kerr,
1977.) h

Nith the improvement of the organization in mind the supervisor who

*

wants honest open feedback can solicit the andhymous compietion of a stand-
~ ardized survey to protect the employee and to recefve feedback. Tnis p;Ler
presents tne results of ; survey of tutors' perceptions of theie supervisor/
leader in the Academic Skiiis/Learning Resources Center at Bowie State College.
The Leader Effoctivoness and Adaptability Description (L E.A.D, 5 questigpn?ire
developed by Hersey and Blanchard 63973) was the standardized survey in-

strument used.




v
I1. Hypotheses ‘ Y '
3 The Academic Skil1s/Learning Resources Center 1s the Special Services
| for Disadvantaged Students project at Bowie State College. The Center
provides tutorial, leirning skills, counseling and cultura1 servioes to
two hundred (200) first generation col1ege. Tow income an®or handicapped .
students. During the fall 1983 senester. twenty (20) tutors were emg’oyed

on a part-time (10 hours per week) or a full-time (20 hours per week) basis.

n of the tutors are new employees. Ten of the tutors norked for two or

: The‘superstor‘s selfLeValuat;on is more consistent

\ ' ' ‘ .
' evaluations than with the new mloyees' eve!uation

I11. Revien of the\iteratujk L e\ -

) | A number of theorists have ex ored teadership evaluation within their
vtheoretdcal models. The theories of Nake and Mouton (1964). Fiedler {196Y,
1973) Likert (Rush, 1969) and Hersey and Blanchard ' (1977) will be presented
in detail to document the various ways the supervaor as leader can be’
viewed and evaluatid: - , | .

'3 ) . . v
Blake and Mouton

. ., Blake and Mouton (1964) _present thelir theory as a Hanagerial Grid.
The grid has two leadership style variabtes; Concern for Production and
Concern for People. Concern for;Production is described as the leader's

assumption toward an- emphasis on accomp1?shment'of the organizational task.

EKC » s 5 - . « - ﬁ A .
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~pnasis placed on interpersonai relations among peopie én\the organization.

' There are five intersections on the grid that relate to leadershib style:

- Improverished leadership sgziel' |

Minimum infiuence is exerted in interaction with others. Little concern

.. .. for production or poopie is expressed Most activitfes perfbrmed are rou-
otire. L g

- Task-oriented’leadership‘stx__

- .

Good relations are incidental to high production goals hy\focusing on the
planning, direction. and controlling of. all activities. )

.

-~ Balanced 1eadership style

- The &tm 1s a baiance betweén high productivity and good humn relatfons.
The leader strives to find tWy middle ground; so as to have reasonable

- production with good morale. o ' W /

- Relationship-oriented leadership style - . |
Production is incidental to good human relations. The supervisor focuses

on the deveiopment of haisnnious group relatfons so that nork organization
- & .

4

is pieasant. ’

- Integrated leadership stzi

T

Production is achieyed by the Integration‘of task and human relationship
requirements. The supervisor's major responsibility §s to attain effec-
tive production anhd high morale through the participation and involVvement
a-s'of people in a“team approoch For Blake and Mouton, the Integrated style
of leadership is best. They believe that the ieader s attitudes guide
behevior. Blake and Mouton say that 69-75% of leaders evaluate themselves -
as hdving an Integrated stx]e before training, Blake and Mouton's leader-
shio Grid is inciudedt Thesq'grid charts Concern for Production along the
X-axis and‘Concern for People along the ¥Y-axis. The scores range from 1-9

I:R\(Z (See the Grid diagram in the Appendix)
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. .. For Fiedler, the organization s effectiveness depends on the inter-
'_action between the Ieader s personality and the situation. T‘he\!er's
motivational structure should be matched with the degree to which the
situation gave ‘the leader control and 1nf1uence over tho outcome of his
:,. decisions. The Teader must fit the situation. |
t Fiedler describes the need structure of the leader as 'leadership
styles". Leadership style is an aspect of the leader's personality.
Style is difficult, 1f not impossible, to change. (Fiedler, 1973)
Certain types of lgaders perform best in oertain sftuations. Groups
Jed by task ootivated leaders tend to be more effective 15 situations
" which are h19h1( fovorob1o or highly unfhvorable to the Ieoder Task
motivated leaders are also more efﬁectivo 1n|situations where control and
fnfluence are efther very high or relatively lou. ‘Nkkrelationship motiva-
e ted Teaders are effective in situations where their control anl fnfluence
1s moderate. For Fiedler. the Ieader s style is notched to the situation.‘

He doesn't believ@ that trainfng 1s effective in changing the style of the.
‘Qleader (Fiedler, 1967.) _ .. |
| Asnour was crjtical of the task oriented leadership scores and their
- interpretation. (Ashour, 1973). Schreishem and Kerr (1976) confirmed

Ashour's findings and reiterated his comments.'

' | ' © Likert
e | ) —_— S
‘Likert relates the leadership process as an orqpnizatfona1 variable
to the extent to ‘which superiors have cofidence and trust in their employees.

//( ! _He also relates léadership process to the freedom subordinates feel they
. : ~i.

\ have in openly dlocussing things about their poS. He also relates the
Teadership process to the solicitation and use of employees' ideas by

. ‘ERIC the leader.~ The systems of organization are authoritative and participa-

4 '




~ tive. Likert's Organizational and Performance Charac ristics‘of Differ-
ent Hanagement Systems Based on a Comparative Andﬂysis | Hittin Likert's
. system, the participative group. the leadership process reflects confideoce
aod‘trust in the suboroinotes; Subordiﬁhtes are free aod opeo to express
| their opinions and deas and offer suggestions to’the supervisor, fﬁis
participative model is 1n direct opposition to the expioitive authorita-
‘tive model’ (System 1) i& which suberdinates seldmn‘moke suggestions or |
_ express.opinions because of the lack of trust and itck oi confidepce n
the supervisor/ieader. ‘ ’ d/ |
Likert also assesses the motivational forces, communication processes,
interaction-infiuence process. decision-making processes, goal setting and,
control in the authoritative and participative systemé. Exhibit 3 in the
Appendix cites the characteristic of each organizationalivariabie within
>, the exploitive euthnbritetive.'beneroient authoritetive.‘consuitetive and
participative group systems of orgonizgtionsx The style of the orgauize-
tional’ system, according to Fiedler, should fit the stylé of the leader. .
This writer beiieves the styie of the organizatdon must oI;o fit the em- = of
'plo;ee. ‘ | |
Likert's model is one which most readers can identify with-and appiy

The language and descriptorJ are plain and easy to apderstand

V
L Y
\ﬁ‘ c Hersey and Blancherd_ SN
&\ - Hershey and Blanchard developed the Leader Effectiveness and Adapta-
) v .

Bi1ity: Description (L.E.A.D.) which is a standardized instrument which
measures the leader's style, as perceived by others. Twelve sftuaticns
are described and four possible actions by the leader are described. The
empioyee must circle the altgrnative which best describes the behavior of
. the leader of his gfoup. v{i’he instrument plots directive versus supportive
beghavior in terms of the task and the relationship between employee and‘

-EKC o
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supervisor/leader e . : ' : \
According to Hersey and . B1anchard thjlsuccgssfu1 ieadef can adapt

behavior to the organfzational situation n other words, the leader

'_ can change to fit the situation (unlike Fiedler). Thsk and re1at1onsh1p. fl“

‘.

{ on the task the Teader hopes to accumplish'through -the employee. As the

for Hersey and Blanchard, are not autually exc1usive but: can. and do accur
at ‘the same or different levels. - Ll

The theory is based on. a dynamisw'among (1) the-amount of task
behavior a Teader provides. (2) the amount of relationship behavior ex-
tended by the leader; and «(3) the ﬂmaturity' Tevel tha¥. followers exhibit

employee becomes more competent at the task. the supervisor/employee ‘an

..€;§

reduce his task behavior and 1ncrease his relatfbnship behavior further-.

more, as the enpioyee is rewarded by doing a good Job and recefv#ng posi-

tive stroking. h s/her g need for high euotional support from the

superviforllelder 1s reduced ' ‘
Hershgy and- Blancharﬂ‘s quest!onnaire fs used 1n the current study.
It will be ‘discussed, deve]oped and analyzed further in the Methodology

section. Ce . T

IV. Terms to be defined
twSol é’p ) - R
‘%H%HEEFE} and“Purple, 1972, p.3) 1s the person whose task s to teach
..teachers how to teach...and pnoféssiona] leadership in refbrmu1ating

public educatfon...its curriculum. its teachjng and its forms.”

Evaluation (Howard, 1983) is the process of securfng valid, reliable,

"'"_ » and appHcable 1nfomat‘lon qbout pmgrams, program structure, processes,

~ . é

outcomes and impacts. . ’ ; . Y
Maturity (Hersey and Blanchard, 1977) j§ the capacity to set high
yet attajnable gbaIs, willingness and responsibiTity, educatfon and/or

\

experignce of an individual or a group.

9
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- Task Behavtor (Hersey end Blanchard 1977) 1s the extent to which

a leeder engages 1n one-way communication by explaining what each follower
is to do as well as when, where, and how tasks are to be accomplished
Relationship Behavior (Hersey and Blanchard, 1977) 1s the extent to

ifél" : which a'leader'engeges in two-way comounlcetlon by providing socio-econs

. omical support. "psychological strokes", and fecllitatpg behaviors. ]

B 1gh Task/Low Reletionshig Leader Behavior (S1) (Hersey and Blanchard’

‘ c 1577) is referred to as "telling because this style is characteg‘*ed by )
. . one=way communlcotion 1n which the supervigor/leader defines the roles of

followers and then tells them what, how, wher! and where to do various tasks

High Task/High Relationship/Behavior (s2) (Hersey and Blancherd 1977)

1s referred to as Fselllng“ because with this style eost of the dlrection

’

1s still pro;hded by the leader. He or she also atteopts through tuo-uoy
communication and soclo-emotlonol support to get the follower(s) psycholo-"
gically to buy in to decislons that have to ‘be made. X

High Relationship/Low. Task Behavior (S3) (Mersey and Blanchard, 1877)

. is Cefled-“perticlpeting” because with this style the leader and fbllouer(sl
now share 1n decision making through two-way communication and much loclll- )
tating behavior from fhe Teader since the follower(s) have the ability 1

and knowledge to do the task. ~ |

Low Relationship/Low Task Behavlor (54) (Hersey and Blanchard, 1977)

is labelled "delegating because Ihe style involves letting followigg "run
thelir own gshow". The leader delegates. since the follower(s) are high in
maturltY.‘helﬁg both wllllng and able to take responslblllty for dlrectlng

their own behavior. 4

V. Methodology"
During the 10th week of the seméster, twenty (20) tutors employed
in the Ac&demlc Skills/learnlng Resources Center (AS/LRC), Bowie State

EKC | . 10
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.CoIlége's Special_Servfces ;br Disadvantaged Student§ LSSDS)fprojec;.
were administered the Leader Effectiveness and Adaptabiliyy Description
L,E:A.D,) questionnaire-(see Appendtx) developed by Hersey and Blanchard
| in 1973." Ten of the tutors are new mployees, 1.€., were emponed for
~ten weeks at the time the survey instrment was admhistemd Ten of .
.the tutors are old euployees f.e., uere emplqyed fbr 2 or more semesters
at the time the survey instrument was administered. All forms -were

Eémpleted and returned anonymously. New employee qitionnaire forms

had an N marked in the upper right hand corner.. Frequency-distributfons

~ﬂ uere compiled fbr neu-and old employees on each item. The fbllowing \

Specific responses‘were recorded for each situation listed. |

}
L Y

L.EAD. Survey - .

| Situatton 1 Suhordinatas are not reSponding lately £o this leader s -

——

friendly conversation and obvious concern for their welfare, Their

performance is declining rapidly, . o
A}ternati#es-This leader would; , ¢ .
A, emphasize the use of uniform procedures and the necessity for task
- accomplishment, [
_ ‘ Raw# 3
New:5 b
01d:7 35
: .Total:12 60
B, be available for discussion hut would not push his involvement.
s > Rawd T
~ New:1 -
, ' ' - 01d:0 0 T
Total:l - 5 .
C, talk with subordinates and then set goals. : d
| Raw# : 4 .
New:3 B 1 ’
o 01d:3 15- . ’
. «Total:6 30 .
3 '

11
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d. intentionally not intervene,

Raw# £ L ) :
New:1 ~F L y
01d:0- 0 -

Total:1 5

k3 - e . L
Situation#2: The observable performance of this leader's group 1s
Increasing. * The Teader has been making sure that all members were : ;
aware of their responsibilities and expected stnadards of~perform7nce. AR
Alternatives: This leader would: o I '
K. "engage In friendly interaction, but continue to-make sure all

members are aware of thefr responsibflities and expected standards

of performance. . ) o

Rawé - %
New:4 : i
01d:6 . 30 .-
. C - “Total:10 50 © . - ‘ , |
B, take no définite action., | . R L -
Rawf 4 ~ 3 ' -
Newso . = T
- 01d:0 0 )
| Total:0 0 L .
C. do what could be done to make the group feel important and.involved. :
ot Raw# % . : |
) Hew:5 B - < * o
| \01d:4 20 . S
d | Total:9 45 ,
D, emphasize tbe.tnportanc:a:; deadlines and tasks.
p 4 - N r
“~New:l . 5. "
-0¥a:0 - 0
Total:1 5
Sithation #3 :This leader's group 1s unable to solve a problem. The -

Teader bas normally left the group alone. Gioup performance and inter-
personal relations have heen good, ) |
Alternatives: This leader would:
R. work with the group and together to engage in problem solving.

¢ ‘ z R

Raw§
New:?2 R[] - | |
01d:5 .25 toe >
' - Total:7 - 35 . .
B. let the group work it out. . N ‘
"~ Raw# I & :
.' - New:0 0
01d:0 0
. a - Total:0 0
C. act:quickly and firmly to correct and redirect. :
. e ) . Rﬂﬂ# . % . . ’ * * .
. y . . . mﬂeﬂtﬁ 30 (/{.l N
- : d;3. 15 : .
- o Total:g 45 P 8 | ‘
bs ge group to work on problem and be .supportive of their gfforts.
g T Raw# I ‘ .
New:?2 70 | >
- 01d:2 .10 . '
.. Total:4 () -

Situation#d : This leader is considering a change. The'leader'’s
subordinates bave a fine record of accomplishment.

AN

They respect the \ :

L]



&
, need for change. :
, Alterhatives: This leader would: . S : ’
. . allow gmug involvement in developing the change, but would not- -
ve. , . _

° % .. be too direct

* ’ . “ . o j.R‘“‘ . 2
- .. v TRew:2 T ‘
_ S ‘ Q1d:3 15 - . .o

< . B Total:S™ . 25° S A
B. announce changes and™then implement wit: close supervisTon. -
- ' 7 . Raw# - . T - Sl
¢ . ? ‘. NEU—:S 1? .o T .

N 01 :1 . ) v 5 ~ ’ v . &
-Hw - =fW 810w group to formulate its own directqfon. '

. ui ; . % o
3 - 0d:y e 15

L3

.\_Q - Total:5 . . - 2§ ! o |
. .. D.incorporate group recammendations but direct, the change, . . S
el . L Raw# N o \ h
- . 7 . rn-w:s. ‘—Tg- | ) . \
T - 01d;3 18 R - - '
: Total:6 - 30

NP¥5 : The performance of this leader's group has been dropping
: g.the Tast few months. Members have been unconcerned with meeting
objectfves. Redefining roles and responsibilitfes has helped in the

- past, They Bave continually needed reminding to have the.s tasks done

' | on time, - -

-Alternatives: This leader would; o 7
- allow group to formulate its own direction. - 4 .
po b . Raw§ ' . ' o .
A - W@ - T
o 0d;0_~ (1
- . Total:0 . a co
- B, fncorporate group recommendations, but see that objectives are met.
. S . ~ Rauf ' 3 9
- New:0 o | ¥
01d:3 . 15 _
e D o Total:i 15 | \
. C. redefines roles and resgoqsiﬁ 1{ties and supervises carefully,
e +. - Raw# . 2 )
' ’ New:;10- 50 : -
s | 0Tde6 . - 30 ,‘ i .
" ' _ . : Total:16 = 80 - ‘
D.,allow group involvement in determining roles a responsibilities.
T s Rawd B .
New:0 0
01d;:1 | 5
. - -Total;l 5 L
s . Sltuationf6: This leader stepped into ag-afficientlyrrunorganizatioq. The
3§ﬁ" : previous administrator tightly controlled the situation. The leader

wants to maintain a productive situation, but would 1ike to begin
humanizing the enviromment. -

Alternatives; This leader would: -

*

: at could be done to make the group feel important and involved.
| 7 _Rawd 5 '
’ o . . ) New;:3 , 15
\ s o 13 g

Y e ¢ e b e . it iy g e s YA ~
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® Total:6 .~ 30 ' . }k
B. emphasize the 1nportnm:é of dead)ines and tasks ] '~ s
Tew—d 2'6_ S
: 01d:1 5 o
. ‘¥ Total:s e 25 r
C. intentionally not intervene, '
(ooc Raed L % -
~ New:l S
’ T 01d:0 v Q _ v
Ry Total:1 e
D. get 1nvolved in dec‘lison—uking, but see that: obgectives are net
. 3
. S BEDR .
’ . 01d:6 / 30 ; .-

fom 8 - 4p. .

51tuationf7 This leader is considering changing to a structure that will.
new to group. Members fo the group have made suggestions about
needed change, T&e group has becn proéuctfve and demonstrated ﬂexibﬂfty

in its operatfons,

Alternatives: This leader would: ' ' “

LY

( ) '
B. participate with the

organize the implesentat

mplmentation.

| D. avoid confrontation; Jeave things alone.

51tuation#8 Group perfo

Ihis lteader feels somewbat unsure about

R. define the cbange and supervise carefully, [

Rawf P . '

Tew:b - 2 - !

01d:3 ‘ 15 g -

Total:8 40 |

?ronp in developing the change but anou meabers to
g'
Nourz ™ :
- 01d:6 3 A
. Total:8 . 40. j

. C. be uﬂltng to make changas as recomended but maintain control oi’

Raw/ : = X

New:3 + 18

01d:1 ©5

Total:s 20 7

3|

F‘o =0 |

01d:0 0 /

Total:0 0 - ‘ -

rmance and inter iso relations are good.
1

of dfrection of the

.,r...a

group.
Alternatives: This leader would: .
eave the group alore. .
b 1 Ra" . % .
. New:2 T v
., 0id:0 - . 0 . |
‘ . Total 2 10
. B, discuss the situation with the group and bEn he would initiate
necessary changes, . .
| Rawd R T
New:3 B i

'Q]d;g' 14 ‘20 ; ”; ‘- "‘ ,‘.
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T
- * ‘ \ v
Total:? 5
";a steps to direct suﬁordinates towdrd working in'a wen-defined
. Rawd ° % ’
-+« < New:2 - JO
f 01d:5 25
- Total:7 35 .
D. &e supporttve in discussing the situation with the group &ut not
too directtvc. .
) %:,l! Pl T
01d:1 : . o
Total ;4 20

gituation #9: This leader bas Goen appointed by a superior to head”a task

Yorce that 1s far overdue in making requested recommendgtions . for change,
The group is not clear on its goals. Attendance at sessfons has been
poar. Their meetings have turned into social gatberings Potentially,
they shve the talent necessary to help,
: Mtemtim Thts leader wouid:

e group work out fts prohless. \
. Rawé L.
| New:0 ST
- 014:0, 0
. Total30 0
B. 1ncorporate group recuncndatims. but :ee that objectives are net
' WA D
01d:2 - 10
Total;6 30
o redefine gons and supervk.::e care,funy.’
’ S Wees T ,
: Totﬂ 9 45 . .
D. allow group involvement R:n‘setting goal: but mld not push -
wi .
New:3 AL ’ .
01d:2 10
Total:5 25

Sttuation G&Subomm“,_usually ahle to. J:nkg_regnsibﬂity, are not

.vesponding to the leader's recent redefining of standai‘ds

A1ternat1ves This leader would: ’ 

. K. aliow group involvement {in redefining standards but would not take
contml

. Rawd % R
5 N“:Z W-
e "01d:0 o -
g S Total 2 10’
. ¢

--»
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o

w -13-
. R}
/ -
-B. redefine standards and supervise carefully,
L | ‘ Rawd U
New:8 L1 . .
01d:6 30 -
‘ Total:14 - 70 ‘
C.avoid confrontation by not :pplying pres;ure:leave'the situation alone.
. ‘Raw . ‘ .
., New:0 L' ,
, S . 0ld:0 0 s
Coe : " Total:0. 0 T o
D. incorpBrate giroup Tecomuendations, but see that new standards are met, .
‘ ‘ ) . Raw# - % . , : e +
. C Tew:d v L
ST : 01d:4° 20 o ‘
_ | , Totalsd - 29 - -
Situation #11: This leader bas heen promoted to a new position. The L em
previous manager was uninvolved in the affairs of the group. The group * ° ;8

ERIC

bas adequately handled {ts tasks
are good, - '

Alternatives: This leuder.' would;

Situatfon #12:Recent information

and direction, Greup interrelations e

. steps to direct subordinates toward working in a well-defined ‘.
manner, ) 4 o ¢
" _Rawd ' I
01d;2 - 10
- Total 25 _ .
B, involve subordinates tn dects nwnldng’and reinforce good contributions.
5 ’
01414 20 |
“« Total;? 35 - g R '
C. discuss ,Past performance with group and then examine the need for new
practices, LT ' . ~ ' -
New:2 10 . ’
01d:4 20 ) ' :
, Total:b 30 _
D. continue to leave the group alone,
' : ; Rawd %
New:2 10 -
. 01d:0 0 ,
- - T © Total:2 10 . '

indicates somé intev&l di fficulties among

subordinates, The group has a remarkable record of accomplishment. Members .
have effectively maintained long-range goals. They ahve worked in lyarmny Sor

the past year, A1l are vell qua
Alternatives: This leader would;

1ified for the task. -

R, try out his solution with subordinates and examine the need for new practices.

_ ’ wi 4
‘ 13 15
_ - 01d:1 5 .
, , Total:4 20
B.allow group members to work it out themselves,
| Raw# d k4
- News ! 5
01d:4 ~ 20& -
Total:5 25 16
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. a
C act quickly and fimly to correct and redirect.
. Rawf S

New:2 - YO -
- 01d:2 - - 10 i ’ C e,
Total:4 20
D. participates in prohfeu discussion wbil: providing supportﬁﬁr subordinates. -
] . Raw#. . ey
ow:d . 20 A o

- . . 016,:3 3 |- JUR b | s
A ' Total:7 % " . '

L The survey : tiom were completed and retumed in a basket 1n the
e supervisor's. office at the leisure of eqcb tutor. Some forms were turned
| in at the same tim. | |

) -,
A v 7o providea by eric

.[Kc o | . 17
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By compiling and socring the data for new and old employees,
'the results are as follows, ‘
J Ih tenns of style, ;52 responses of new tetors and 42 responses
of old tutors indicate the leader is charaoterized by high task/low
relationsbfp 29 response’}of new tutors and 42 responses of uld tutors
tndttate tﬁat .the leader's Style 1s cﬁaracterized by bfgh relationship/
Jow task, 9 responses of new tutors and 4 re;pdﬁbes of old tutors -~
- show a style cbaracterized Ay low relationsbipllon task,

#8en scoring fbr style adaptability, the survey reveals thaf new
tutors gave the leader a totﬂ of +25 in the effective leadershi**imension
01d tutors gave the supervisor/leader a score of +83 1in the effective
leadersbip dimensiqn.. These results indicate that old tutors perceive
the suﬁeressorlleader's style as mene effective than new tdtors. |

The supervfsor S scores reveai a high task/high relationship

-fscore ubich 1s consistent uit& the view and’ scores of the old tutors.
The Scores of the supervisgf are within the se111ng (s2) quadrant
of effect{ve's:yles. This style is consistent andyeppropriate.for '
the eollege students the supervfsotlleader werks with. It should be
. noted that all tutors are trained by the supervisor/leader‘fog,oqe
hour weekly sessfons each Wednesday afternoon. Traininb sessions consist
of a theoretica] presentation, student involvement (role: playing,

.7 . .
psychodrama, group non-verbal and verbal exercises, etc.) and

feedback. The sessions, no doubt, contributed to the s;d}es. e

VI. Conclusfons

-~

Hypothessis #1: Accepted

There is a difference in the evaluation of the supervisor by new
& -
versus old tutors. - : ﬂ
@ 18 - . .

o -
I 2 I .
‘ - .

f

L
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nypothesis #2; Accepted
The supervisor's self-avaluation is mére consistent with the old
',employe‘e’s eyaluations than with the new tutor'’s evaluations, That is,
in relationships that have been developed over time, 'the tutor's view,
of the supervisor/leadqr is more consistent with the supervisor s view

Tof herse'lf’ than tbe perception of the superﬂsor in ‘new supervisor-

tutor relationships.
|
The scores support the notion that the 'supervisor/leader's view of

herself and the porceptions of tutors who know Ber bettgr are more con-

_sistent. New tutors wbo bad, at the time of the administsation,

undergone ten hours of extensive training (one hour per ueék)‘ and
other positive fnteractions wi the'supewtsor perceived lier as
effective. On altermative itess where "confnontation" was mentiorfed,
all tutors percetved the lo*er as ahle and wﬂling to confront. The

. writer was amsed at just !iﬂ!‘ well the tutors knou her.

Supervisor. evahutton can Gie a valuable asset for program deve'lop-
ment, Feedhack from tutors or teactiers or other employees is a valuable
asset hecause it allows us to test out communicat ive processes Eva'luation

can be used for self-growth as supervisorslleaders strive-to mprove

LI -
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I‘: o3 — needs of people for salistying fromh cammitied people; inter- —

;F“:.' sl relationships leads to o comlon- dependence mw a “common

. " able friendly organization atmos- ' stoke" ization pwpose -_;

L;. phers and work tempo. oo “ledds to relotienships of truat ‘
BE g - | ond respect, -
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p- . - Adequote
‘ ’ ~

orgonisation performanc -

-

SR
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though the company's need for products or serv-

BUMAN BEHAVIOL mugw: THRRE APPROACHES Si

-,
SR

v

L s

s i e T

S, 8.

3




-~

: /] EXHIBIT 3 Organizational and Performance Characteristics of:
©,  Systems.Based on a Comparative Analysis

.

Marmer in which me- rm.Mp“ :ﬁn—
tives are used ment, snd cccesional or potential

' £rowp participecien
and jmvolvessent in
setting gosk, improv.
ing methods, appreis-

. _ Ing progress towand
: ) (\ gosk, etc.
rlLllJ'llJllJJ“ tlllbLll'
| ' Amaount of responsi- High kaek of manage- Managerisl personnel Substantial proportion  Personnel ot sll levele
5 Lility felt by cach ment feel responsibility;  usually feel responsibd-  of personael, cspecislly  feel real
member of organica- lower levek feel less- ity; rank and fleuss. gt high Jevels, feed re- for organization’s gosls
tion for achieving renk and fle fret littly ally feel relatively little sporuibility and gen- sndbehave in yayy to
organization’s goals snd often welcome - responsibility - erally behave in ways implement them
opportunity (o brhave for achieving organiza. to achieve the organizs-
in wayy (o defreal or- tion's goals tion's goalks
" fanizstion's goaly

L i L L A L 1

-
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' ngnofggtuigu :
| Awthoritative ~ Participative
Ovgeninational WM’ Benevolews euthoritotive ' Consuitative Participetive growp
sorisble - v . llﬂ—l Systom $ ‘ System 3 . Syatam 4
l.l:‘:ﬁm Lo . - ’
Extont o Have ne esnbidence Have Swading Miﬂnﬂ Compléte confidence
riees hve - ond trust fa suberds. confidence antl trust, complete conlidence and trust 4m all mattems
‘ and trust in subovds- satee sch as has o and trust; sl wishes '
- L ' servant e hoop contral of deci-
. ) . : sions
£ 'l N S S T ST ST B S G B Y SR T J‘
Extont 40 wiich sups-  Subsrdinates do net Subordinates dv not Suberdinates foal rather Subsrdinates foel com- -
viors bohave so that . foel at oll frew to die- foul very free o discums  froe 0 discems pletely froe to discus
subordinetes foel free cwas things shout the ubuuhpt about the job with thipgs sbowt the job
. 1o discuss importent job with their superior with their superior their swperior with their superior
‘:g?:“* :_ 1 g. i 1 i TS L 1 i i 4 1 ;W_AJ A _:
W ' - N \‘.\.
Extont to which im- Seldem guts idvas and Sosnotiness gets iets = Usnally gots idess snd Always gots idons snd .
modiete n opinions of suberdi- ond opinions of b~ © - opinions snd usnally opinions snd alwayh -
sslving job probloms netes in solving pb ovcingtes in selving trios to mebe construc- tries to mabe construe
tries to gut probleos b problems tive use of them © tveweefthem i
o and make }_J U S U O T T L :1 MU S U U U ST T
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| EXMIBIT 3 Organizational and Performance Characteristics of Different Management
Lo | | Systems Based on a Comparative Analysis (Continued) ‘
P L o )

3 P

. Authorkation e

{ 0 . -

. W Ezxploitivs esthoritative  Benevolent authoriietive Consulistive ‘ Pd&dpnuum
ko voriable ‘ . System ] . Systems - Sysiem 3 Sysiom 4

\“ 41 Charscter of comemuni- ' BRI

r,". ”w'- )

s WMmuouat of intcraction Very littde Listle Quite g bit Much with both indi.
P and communication - _ viduaks and growps

,':2 "dl‘.‘m ;_1 T S W N S VT U G T M S T Y R L'
“'\/ \ ) . .

" niu&ufhﬁnl- Downwand Mostly dewnweed Downandwp " Down, up, and with
£ tien flow ' . pases

ST SR S NN U SN SN S S S N R R N S S G N {
. i ) '

o Escat to which down-  “Viewed with great - May or may net be Often accepted but at Cenenlly accepied,
i, word commanications viswed with suepicien times viewed with sus-  but if not, openly snd A
I msesccepied by sub- ; may or may not  candilly questioned

- SN N N U U W | TR - I LnlLl LLLI_{',__
i‘ Abcwacy of wpwend Teads 8y be inecousste Information that boss  ~ Information thatboss  Accurate

R communicetion via ) wanis to heor flows;. wanés to hear flows;

- 1‘, Bt . othor informetion is v~ other information may -
¥ ’ \ - sisisted sud fiheved ' be Nemited or cautiously
;’_2 ‘ ” .

s : MU U U S Y SH SO S S S G ST T T T Tt ;
i.:‘. ’ ' . :

P peychelagical coseness Has ne knawledge or Has some knowledge Knows and understands  Knows sad understands
|77 of speriors o swbordi- - umderstanding of preb-  sad umderstanding of problems of wbordi- problems of subordi-

A petes (i, how well leins of mbordinates problemss of subordi- nalcs quite well . nales very well

,fpi; does know neles : -7
s aed | S W W R U SN SN SHN N G S S S ST T T T |
bai h-hnﬁy'rb. J ] 1
P eedinebes?) ‘

TP . -
a 4 Cherscter of interaction- ﬁ
infhurnte process
Ameust and charac- Little interaction and Little imteraction and Moderste interaction, Extersive, friendly in-
ser of internction slways with fear and usually with some com-  often with fair amount  teraction with high
distrust - descansion by supe- of confidence and trust  degree of confidence
‘ riors; fear and caution and trust
by subordingtes (
} S B W U G G SN S S F U S N R S T S b]'
Apoust of cooparstive  Newe Relotively little A moderate ssount Very substastial
semwerk present amount throughout
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EXHIBIT 3 Organizational and Performance Characteristics of Different Management
( Systems Based on a Comparative Analysis (Continued)
o
\ | .
. System of orgenizstion
: w - Purticipative M
Orgenisationsl Exploitivs suthoritstive  Banevolent avthopitetive Consiltatice Participative grovp
vaviebls Squiem 1 Syetem & Syslem 3 Syeiem 4
3. Character of declsion. _ 3 -
At whet levrl in Buk of decisions at Policy st top, many - Broad snd Decision saking widely
organiastion sre deck-  top of orgemization within - decisions st done throughout or
ot lower levels sions st lower Jevels :lh‘mw
. ' . | / vided by everiagping
) groups
' SV SV U N S SR WA T B U N U O A A e
‘l-. . ' . -
To what exteat ace Often are wnawars or Aware of some, wn- Moderately aware of Conenally quits well
decivion mabers awase  only partially awere sware of others problems ) sware of problams
of lellllliillll_{'LlLllll
thow -
levels in the organipe- ‘ ‘

C o temt T o o - /
Eventtowhichtoch-  Usdonly Wpomomed ~ Much of what s avell-  Muchof whet lotvall-  Moat of whet o svedl-
wicel end ot highor lovels able in Mgher and nﬂlh*‘:.-'iﬂl. sble suywhere within
knewledge is wed in ' middie levels is wead ond lower levels i woed  the erguninetion & :

}Lll'Ll S SN S R G N N S S T Lll;]'
To what estent are Not st all Never invoived in decd-  Usually are consuhed Are jnvelved in
subordinstes involved sions; cccasiomally com-  but ondinarily net is- all decisions relsted o
in decinions relsted to solted volved in thedeceion their work
their work? making

SIS 2 NN WY ST S S ST ST A RN

—

Are decisions made ot
the best Jevel in the :
organization so far as .
the motivetions! con- Decision making con- Decision making cou- Some contribution by Substantial contribu-
sequences (ie., dows tribules Nttle o nothing  tributes relatively Ntthe  decision making to mo-  tion by decision-msk-
the to the motivetion to motivation - tivation t0 implement  ing processes to motive-
process help to create jenplement the dectsion, tion to imeplement
the motive- usvally yickls adverse
tions in those motivation :
;:"!"’"“""7”“}LLPleLllllLLLllnLl‘
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